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1.  Purpose
The Project Business Case establishes whether a proposed investment is justified, viable, affordable and aligned to organisational strategy. It documents the business need, evaluates credible options against defined criteria, quantifies costs and benefits over the full investment life cycle, assesses risk and sensitivity, and recommends a preferred option for funding. It is the decision instrument on which the funding authority relies, and it remains a live document that is revisited at each stage gate to confirm continued viability.
1. Demonstrates that the expected value exceeds the expected cost and risk of the investment.
1. Provides a transparent, auditable basis for the funding decision.
1. Establishes the benefit baseline against which realisation is later measured.
1. Supports portfolio prioritisation by presenting comparable value and risk information.
2.  When to Use
1. Before any funding commitment is sought for a new project or a significant new phase.
1. When an existing project requests additional funding beyond the approved envelope or beyond tolerance.
1. At every stage gate, to confirm that the investment remains viable, desirable and achievable.
1. When strategic priorities, market conditions or regulatory obligations change materially during delivery.
1. When a project is a candidate for early termination and the continued-investment decision must be re-tested.
3.  Responsibility and Approval
	Governance Role
	Assignment
	Description of Involvement

	Responsible (prepares)
	Business Owner / Project Sponsor, supported by the Project Manager, Finance Business Partner and the PMO
	Prepares, populates and maintains the document; ensures accuracy and completeness of all fields.

	Accountable (owns)
	Project Sponsor
	Single point of accountability for the quality, currency and control of the document.

	Consulted
	PMO, Finance, Risk, Quality, Legal/Contracts, business owners and technical disciplines as applicable
	Provides subject-matter input before submission for approval.

	Informed
	Project team, affected business units, supporting functions, key external stakeholders
	Receives the approved document through the controlled distribution list.

	Approves
	Investment / Portfolio Board (or the delegated funding authority for the applicable value threshold)
	Formally authorises the document; approval is recorded in the Project Approval Register.


 
4.  Required Inputs
1. Organisational strategy, corporate objectives, portfolio criteria and investment appraisal standards.
1. Problem or opportunity definition, demand statement, and supporting operational data.
1. Market analysis, vendor information, indicative pricing and procurement advice.
1. Cost estimates (capital and operating) with a stated estimate class and accuracy range.
1. Benefit estimates with named benefit owners and measurement approach.
1. Financial appraisal parameters: discount rate, appraisal period, tax and depreciation treatment.
1. Initial risk assessment, regulatory requirements and sustainability obligations.
1. Lessons learned and historical performance data from comparable initiatives.
5.  Required Outputs
1. An approved Business Case supporting a documented investment decision.
1. A recommended option with a quantified cost, benefit and risk profile.
1. A baselined benefits profile feeding the Benefits Identification Register (IMT-PIG-006).
1. Funding authorisation enabling the Project Charter (IMT-PIG-001) to be issued.
1. Defined investment tolerances and the conditions under which the case must be revisited.
6.  PMBOK® Guide – Eighth Edition Alignment
This document has been designed in alignment with the following elements of the PMBOK® Guide – Eighth Edition. The alignment statement is provided for conceptual traceability only.
	Focus Area
	Initiating (with re-validation during Monitoring and Controlling)

	Performance Domains
	Finance (primary); Governance, Stakeholders, Risk, Scope (supporting)

	Guiding Principles
	Focus on value · Adopt a holistic view · Integrate sustainability · Be an accountable leader

	Tailoring Consideration
	Scale the depth of financial analysis to the investment value and organisational risk appetite. Low-value or compliance-mandated investments may use a short-form case covering Sections A, B, D, E and H. Agile investments should express benefits incrementally by release rather than as a single end-state benefit.


 
7.  Review Frequency and Approval Requirements
	Review Frequency
	At every stage gate, and at least every six months during delivery

	Review Triggers
	Change of sponsor or governance structure; change of delivery approach; stage-gate decision; material change to scope, cost, schedule, benefits or risk exposure; audit or assurance finding; organisational restructuring.

	Approval Requirements
	Formal written approval by the stated Approval Authority before the document is baselined and distributed. Approval is logged in the Project Approval Register (IMT-PIG-021).

	Change Control
	Any change to an approved version requires a change request assessed through the project change control process. Minor editorial changes increment the minor version; changes affecting scope, cost, schedule, benefits or governance increment the major version and require re-approval.

	Retention
	Retained for the life of the project plus the organisational records-retention period, in the Project Information and Document Register.


 
8.  Instructions for Completion
Complete every field. Where a field is not applicable, enter "N/A" and state the reason — never leave a field blank.
1. Establish the appraisal parameters with Finance before starting: appraisal period, discount rate, treatment of inflation, tax and depreciation, and the currency and price base.
1. Define the problem or opportunity in Section B without reference to any solution. A case that starts from a chosen solution cannot demonstrate that the option is the best available.
1. Identify at least three credible options in Section C, always including a "do nothing / do minimum" baseline. Options that are not credible must not be included as filler.
1. Score options in Section C against weighted criteria agreed in advance with the sponsor. Record the weighting rationale — post-hoc weighting invalidates the analysis.
1. Build the cost profile in Section D over the full life cycle: one-off capital, implementation, transition, and recurring operating and support costs. State the estimate class and accuracy range.
1. Quantify benefits in Section E. Separate cash-releasing, non-cash-releasing and non-financial benefits. Every quantified benefit requires a named owner, a baseline measure and a realisation date.
1. Complete the financial appraisal in Section F. Present NPV, IRR, payback period and benefit-cost ratio, and state every assumption used in the calculation.
1. Run the sensitivity and scenario analysis in Section G. Test at minimum: benefits reduced by 25%, costs increased by 25%, and a twelve-month delay in benefit realisation.
1. Assess strategic, commercial, financial, management and sustainability dimensions in Section H, and record the principal risks to the investment in Section I.
1. State the recommendation and the funding request in Section J, together with the tolerances within which the project may proceed without returning to the funding authority.
1. Obtain Finance validation of all figures before submission. Submit to the funding authority and record the outcome in the Project Approval Register (IMT-PIG-021).
1. Re-test the case at each stage gate. If the case is no longer viable, escalate for a continue / amend / terminate decision rather than allowing delivery to continue by default.
	NOTE   A business case that cannot survive a 25% benefit reduction is a fragile investment. Present the downside honestly — the credibility of the case, and of the PMO, depends on it.


 


9.  Template — Project Business Case
Section A — Investment Identification
	Business Case Title
	⟨ title of the proposed investment ⟩

	Project Reference / ID
	⟨ PMO-issued reference ⟩

	Business Owner
	⟨ name and position ⟩

	Project Sponsor
	⟨ name and position ⟩

	Finance Business Partner
	⟨ name and position ⟩

	Portfolio / Programme
	⟨ parent portfolio or programme ⟩

	Investment Category
	⟨ Strategic | Compliance | Operational | Improvement | Innovation | Sustaining ⟩

	Total Investment Requested
	⟨ currency and amount ⟩

	Appraisal Period
	⟨ e.g. 5 years from go-live ⟩

	Discount Rate Applied
	⟨ organisational rate, % ⟩

	Price Base / Currency
	⟨ e.g. FY2026 constant prices, SAR ⟩

	Document Status
	⟨ Not Started | In Progress | Under Review | Approved | Rejected | On Hold | Completed | Cancelled ⟩


 
Section B — Strategic Context and Business Need
	B1. Problem or Opportunity
	⟨ stated independently of any solution ⟩

	B2. Evidence Base
	⟨ data, metrics and sources evidencing the problem ⟩

	B3. Consequence of Not Investing
	⟨ quantified do-nothing impact ⟩

	B4. Strategic Objectives Supported
	⟨ named corporate objectives and KPIs ⟩

	B5. Regulatory or Compliance Obligation
	⟨ obligation and deadline, or N/A ⟩

	B6. Scope of the Investment
	⟨ organisational, geographic and functional boundaries ⟩

	B7. Key Interdependencies
	⟨ other investments this case depends upon or affects ⟩


 
 
Section C — Options Analysis
C1. Options Considered
	Option
	Description
	Indicative Cost
	Indicative Benefit
	Principal Advantages
	Principal Disadvantages

	Option 0
	Do nothing — retain current manual process
	0
	0
	No investment required
	Cost base continues to grow; compliance exposure remains

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 


 
C2. Weighted Option Evaluation
	Evaluation Criterion
	Weight %
	Option 0 Score
	Option 1 Score
	Option 2 Score
	Weighting Rationale

	Strategic alignment
	25
	1
	4
	5
	Board has designated digital service delivery as the primary FY26 objective

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 


 
C3. Recommended Option and Rationale
	Recommended Option
	⟨ option reference ⟩

	Rationale for Recommendation
	⟨ why this option best balances value, cost, risk and deliverability ⟩

	Options Rejected and Why
	⟨ brief justification for each rejected option ⟩


 
 
Section D — Whole-Life Cost Profile
	Cost Category
	Type
	Year 0
	Year 1
	Year 2
	Year 3
	Year 4
	Year 5
	Total

	Software licences
	CAPEX
	450,000
	90,000
	90,000
	90,000
	90,000
	90,000
	900,000

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 


 
	Estimate Class and Accuracy Range
	⟨ e.g. Class 3, −15% / +25% ⟩

	Basis of Estimate
	⟨ source of estimating data and method ⟩

	Contingency Included
	⟨ amount and basis ⟩

	Costs Excluded from this Case
	⟨ explicit exclusions ⟩


 
Section E — Benefits Profile
	Ref
	Benefit Description
	Type
	Benefit Owner
	Baseline Measure
	Target Measure
	Annual Value
	First Realisation

	BEN-01
	Reduced manual processing effort
	Cash-releasing
	Operations Manager
	4.2 FTE
	1.5 FTE
	285,000
	Q3 FY27

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 


 
	NOTE   Benefit types: Cash-releasing (removes cost from the budget) · Non-cash-releasing (releases capacity without reducing budget) · Revenue-generating · Risk / compliance avoidance · Non-financial (quality, experience, sustainability, reputation).


 
 
Section F — Financial Appraisal
	Financial Measure
	Result
	Organisational Threshold
	Meets Threshold (Yes / No)
	Comment

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


 
	Financial Measure
	Result
	Organisational Threshold
	Meets Threshold
	Comment

	Net Present Value (NPV)
	 
	 
	 
	 

	Internal Rate of Return (IRR)
	 
	 
	 
	 

	Payback Period
	 
	 
	 
	 

	Benefit–Cost Ratio
	 
	 
	 
	 

	Total Cost of Ownership
	 
	 
	 
	 

	Annual Recurring Cost after Go-Live
	 
	 
	 
	 


 
Section G — Sensitivity and Scenario Analysis
	Scenario
	Assumption Varied
	Revised NPV
	Revised Payback
	Investment Still Viable?
	Mitigating Action

	Downside
	Benefits reduced by 25%
	 
	 
	Yes / No
	Phase release to protect early benefit capture

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 


 
Section H — Five-Dimension Case Assessment
	Dimension
	Question Addressed
	Assessment
	Evidence / Reference

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 


 
	Dimension
	Question Addressed
	Assessment
	Evidence / Reference

	Strategic
	Is the investment aligned and necessary?
	 
	 

	Economic
	Does it deliver best value for money?
	 
	 

	Commercial
	Is it procurable and contractually sound?
	 
	 

	Financial
	Is it affordable and funded?
	 
	 

	Management
	Is it deliverable with available capability?
	 
	 

	Sustainability
	Are ESG impacts understood and managed?
	 
	 


 
 
Section I — Principal Risks to the Investment
	Ref
	Investment Risk
	Probability
	Financial Impact
	Risk Response
	Owner

	IR-01
	Benefit realisation delayed by operational readiness
	Medium
	Up to 180,000 in year 1
	Establish readiness gate before go-live
	Business Owner

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 


 
Section J — Recommendation, Funding Request and Tolerances
	J1. Recommendation to the Funding Authority
	⟨ Approve | Approve with conditions | Defer | Reject ⟩

	J2. Funding Requested at this Decision Point
	⟨ amount and stage covered ⟩

	J3. Conditions of Approval
	⟨ conditions that must be satisfied ⟩

	J4. Cost Tolerance
	⟨ e.g. ±10% before re-approval is required ⟩

	J5. Schedule Tolerance
	⟨ e.g. ±1 month on gate dates ⟩

	J6. Benefit Tolerance
	⟨ e.g. −10% of forecast benefit ⟩

	J7. Next Review Point
	⟨ gate or date at which the case is re-tested ⟩

	J8. Consequence of Breaching Tolerance
	⟨ escalation and re-approval requirement ⟩


 
10.  Approval and Authorisation
By signing below, each approver confirms that the content of this document has been reviewed, is accurate to the best of their knowledge, and is authorised for use within the project.
	Approval Role
	Name
	Position / Title
	Signature
	Date

	Prepared by (Business Owner)
	 
	 
	 
	 

	Financially validated by (Finance Business Partner)
	 
	 
	 
	 

	Reviewed by (PMO Manager)
	 
	 
	 
	 

	Recommended by (Project Sponsor)
	 
	 
	 
	 

	Approved by (Investment Board Chair)
	 
	 
	 
	 


 
11.  Revision History
	Version
	Date
	Description of Change
	Prepared / Revised By
	Approved By

	0.1
	DD-MMM-YYYY
	Initial draft prepared for review
	Project Manager
	—

	0.9
	DD-MMM-YYYY
	Reviewed by PMO; comments incorporated
	PMO Analyst
	—

	1.0
	01-Sep-2026
	First approved and issued baseline
	Project Manager
	Investment / Portfolio Board (or the delegated funding authority for the applicable value threshold)

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


 
	NOTE   Rows shown in shaded italics are illustrative examples of how the revision history is completed. Replace them with the actual revision record.
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